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This document summarizes the proceedings of a 2-day

labor productivity conference held in Georgia during the summer of
1971. Detailed records and discussions of all pxesentations given are
included as are conclusive findings of conference participants. Some
of the major findings agreed upon in terms of productivity and its
relationship to workers are that workers are more productive if they
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with experiences which help to bolster their self-esteem, and (4)
have access to company counseling. Given these conditions, workers,
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operations, and reciprocate by giving, in turn, first consideratign
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FOREWORD

The Conference held at Georgia Tech June 15-16, 1971, on "Maximizing
Productivity of Hourly Workers' is the third of this sort that we have
arranged in order to promote timely interchanges between business, edu-
cation, and government on important current problems concerning some human
problem. In fact the topic of this Conference is an outgr.owtn from the con-
clusions reached in the Conference September 15-16, 1969, on '"Career Guidance
and Promotion" in which there was limited discussion of the pvoblem of moti-
vating and making workers more productive.

The lack of any measurable gains in labor productivity during the last
two years coupled with 5-6 percent price inflation, gis2s some idea of the
significance of raising the level of labor productivity. The important con-
siderations are how to motivate workers, develop them into more capable
persons, gain their loyalty to the employer, and he p them solwve their per-
sonal problems. Motivation is a matter of involving workers and making them
feel important. Development of workers into more capable workers is con-
cerned with communications skills and training programs. Loyalty of workers
to the company ties to these ideas but also develops out of respect for the
company managers and appreciation for what the company is doing for the
worker. The troubled worker is one of the most important problems of all for
he can destroy all efforts of company management tX* make him a really
effective worker. Assistance to workers in solving marital, financizl, and a
variety of other problems is the way to relax the worker and relieve his
mental worries. Some of the assistance needed for the troubled worker can be
provided in companies, especially if it is of some size; however, specialized
counseling seivice will often have to be obtained outside the company.

During the Conference June 13-16, 1971, at Georgia Tech, there were over
30 speakers on the program who related their experiences in dealing with the
numerous conditions affecting worker productivity. Special problem situatiens
were preseuted during discussion which expert speakers elaborated on or
answered. This Proceediungs contains a detailed record of all presentations
and discussions. There has been prepared also for the busy executive an
abbreviation of the presentations, as well as a summary and conclusions
digest of the findings from the Conference. The reader can obtain an abbre-
viated answer to many of the specialized problems of workers from the
Surmary and Conclusions section at the beginning of the report. Those who
want the answers in great detail can find them by topic in the main body of
the report.

Special acknowledgements are extended to Dr. Ralph E. Balyeat, Director,
Employee Relations Institute, College of Business Administration, Uni-
versity of Georgia, for assistance in setting up the Conference Program and
also for using his staff to help transcribe the tapes which were made of all
the presentations and discussions during the Conference at Georgia Tech
June 15-16, 1971.
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CONFERENCE AGENDA
MAXIMIZING PRODUCTIVITY IMPROVEMENT OF HOURLY WORKERS

June 15-16, 1971

Sponsored by
Industrial Management Center, Georgia Institute of Technology
and

Employee Relations Institute, University of Georgia

Conducted by
Department of Continuing Education
Georgia Institute of Technology
Program Coordinator
Dr. John L. Fulmer, Professor

College of Industrial Management
Georgia Institute of Technology

Tuesday, June 15

8:-9:00 Registration, Lobby of Space Sciences Building #3

Presiding: Dr. Sherman F. Dallas, Dean
College of Industrial Management
Georgia Institute of Technology

9:00 Welcome: Dr. James E. Boyd, Acting President
Georgia Institute of Technology

Session 1 Moderator: Dr. Ralph E. Balyeat
Director
Employee Relations Institute
University of Georgia

Involvement in Company Goals

9:05-9:25 Orientation to Goals of Business




Dr. Kenneth Y. Schenkel

Senior Industrial Research Psychologist
Personnel Department

Lockheed-Georgia Company

9:25-9:45 Keeping Workers Informed

Mr. Ron Dervales

Manager of Personnel
Atlantic Steel Company

9:45-10:15 Profit Sharing and Supplementary Monetary
Benefits

Mr. Ralph Crutchfield

Director of Personnel Policies and Employee
Benefits, Southern Region

Sears Roebuck and Company

10:15-16:30 Break
10:30-10:50 Worker Motivation Techniques
Mr. L. D. Roberts, Supervisor
Education and Training
GM Assembly Plant, Doraville, Georgia
10:50-11:30 General Discussion

Special and Remedial Education for Workers With
Poor Communication Skills

11:30-11:50 Importance of Communication Skills

Mrs. Vivian Gurley
Director of Personnel
Regency Hyatt House Hotel

11:50-12-50 Lunch

Session 2 Moderator: Dr. R. Earl Green, Associate Dean
College of Industrial Management

12:50~1:10 Coping witl .Cultural Gap in Communication Skills
Mr. P. D. Davis

Director
Atlanta Business School
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Cooperative Adult Education

(a) Atlanta Public Schools Program

Mr. Joe Fuller
Coordinator Adult Basic Education
Atlanta and Fulton County Public Schools

Mead ¢« ‘pany Program

Mr. Robert E. Ervin

Training and Development Specialist

Mead Packaging Division of Mead Corporation
General Discussion

Break

Problem Counseling foi Workers

Open Door Policy in Personnel

Mr. Richard B. Keller
Director of Industrial Relations
Scripto, Inc.

Occupational Medicine Today and the Future
Dr. Roberc P. Cunningham
Medical Director
Southern Bell Telephone & Telegraph Company
Child Care Services
Mr. Joseph Gross
Atlanta Representative
Day-Care and Child Development Council
of America
Financial-Planning Counseling
Mr. Hugh Gordon
Manager, Personnel and Services Division
Lockheed-Georgia Company
4:15 Ad journment
Wednesday, June 16

Session 3 Moderator: Dr. John L. Fulmer, Professor
College of Industrial Management




9:00-9:20 Credit Union and Loan Programs
(a) Specific Company Programs

M», Norman Smith

Vice President and Manager

Rich's Employee's Credit Union
9:20-9:40 Credit Union Service for Companies

Mr. Den Maslia

Manager

Associated Credit Union
9:40-10:10 General Discuscion
10:10-10:25 Break

Assistance Provided by Community Agencies

Child Care and Family Counseling Center

Mrs. Mary Margaret Carr
Executive Director

Georgia Association of Pastoral Care

Dr. John Patton
Executive Director

Emory University Community Legal Service

Dr. William H. Traylor
Director

:20-11:40 Lawyer Reference Service
Mr. Marion A. Sams, Chairman
Lawyer Reference Service
Atlanta Bar Association
11:46-12:10 General Discussion

12:10-1:10 Lunch

Sessicn 4 Moderator: Dr. Glenn Gilman, Regents' Professor
College of Industrial Management

Integrated Programs for Worker Development

1:05-1:25 Assessment Center Approach of Southern Bell

1
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| Mr. E. D. Jelks
State Personnel Training Supervisor
Southern Bell Telephone & Telegraph Company

1:25-1:45 Migrant Labor Project of Coca-Cola Company:
: Model for Government-Business-Worker
Cooperation

Mr. Garth Hamby

Editorial Group Manager
Public Relations Department
The Coca-Cola Company

1:45-2:00 The West Point Pepperell Company Program

Mr. Charles Parham
Coordinator of Training
West Point Pepperell Company

2:00-2:20 "Member of Qur Family" Approach in Japanese
Industry

Mr. Nat Gilbert
Vice President and Treasurer
Matsushita Electric Corporation of America

2:20-2:35 Break

Program Reaction

J Presiding: Dr. Mack A. Moore, Associate Professor
College of Industrial Management

2:35-3:30 Reactions and Comments Relative to the Program
from following Conferees:

J Dr. Beverley Johnson
Director
Occupational Information Center for
Education-Industry

Mr. Robert F. Longenecker
Director

Consumer Services Program
Comptroller General's Office
State of Georgia

Mrs. Inez Tillison
Community Services Representative

I Social and Rehabilitation Service

U.S. Department of Health, Education and Welfare .




3:30-4:00

4:00-4:20

4:20

Mr. Walter C. Rucker
Director

Human Resources Development Institute
AFL-CIC

Solving Human Problems through Work Standards
in the Work Place

Mr. Arthur Fletcher
Assistance Secretary of Labor
U.S. Department of Labor
Washington, D.C.

General Discussion

Ad journment
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CONFERENCE SUMMARY

Conclusions

The concensus fro- this conference is that the productive worker is
kept informed, helps set c.mpany goal- - zve them, feels that he is
important to company success and shares in its profits, is in good physical
and mental he;Ith, is developed continuously as a person, and has access to
company counseling, and, if necessary, referral to solve personal, medical,
legal, and financial problems. The worker, in effect, receives first
priority in management's planning and company operations and reciprocating,
the worker gives first consideration in his thinking to the company and its
needs. The methods by which to generate thir interdependence in the relation-
ships between management and employees are given below in digest form from

the presentations of those on the program.

1. Worker involvement in company goals means a partnership between compary
employer and employee; each employee helps set goals and achieve them,
shares in company profits, participates in company activities and gains
company recognition; he is a part of the company human resources develop-
ment program and feels confidence in his future and that of the company.
Orientation to goals of business capitalizes on fact that humans draw

satisfaction from doirz and being a part of somethi-g.

Keeping workerc inrormed requires a down-t)-e.:.rth communications system
which includes orientation programs for new workers, house organ, news-

letter, word-of-msurh 'grapevine," departmental bulletin boards, and a




management information flow method on a continuous basis that is !
meaningful and keeps workers up-to-date on developments, company goals,

and plans for the future.

Profit sharing with workers, regarded as the key ingredient of success
at Sears, gives recognition to the dignity and individuality of employees,

and promotes better understanding between the employer and workers.

2. Special and remedial educition for workers with poor communication
skills requires that the nature and the size of the communication gap,
which is usually cultural, be determined; remedies developed which
involve verbal and non-verbal ways of getting information across; and
that supervisory personnel listen attentively and respectfully and act
with frankness and truthfulness. 1In order to succeed, this type of
training must make the worker feel wanted, a part of the system,
comfortable in it, and loyal to the company. As the communication gap
is narrowed, there results a progressive improvement in the worker's

productivity over time.

3. Problem solving for workers provided either directly or by outside
agencies helps the worker to remove his troubles, reduces the

distractions, and makes him a more efficient worker.

The "Open Door" policy employed by companies is designed to increase

the self-respect and confidence of the individual worker irrespective of
how insignificant his job is. This improves morale and gets the worker
involved in company goals. This helps him to feel that he is an im-

portant part of operations and that he always has recourse to higher
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levels of management to rectify a grievaiice or to gain just treatment.
As the worker gains in his feelings of importance and gets involved in

company goals, motivation rises and productivity increases.

Productivity is related to the health of the employee--without good
health, mental and physical, productivity declines. The occupational
medical program of companies varies between industries, depending upon
company size and the health problems peculiar to the industry. In
medical programs provided by companies, the variation is from a company
nurse to a large medical staff which gives varying degrees of medical

treatment followed by referral and counseling until the worker is back

on the job or reassigned to another job because of the sickness or injury.

Availability of women for work, absenteeism rate, and productivity are
functions of the accessibility of day care facilities for pre-school
children. This has led a number of major industrial enterprises to
provide day care services. These include a major public utility, a

major national bank, and a powerful trade union.

Financial-planning counseling established internally for workers may
be expected to result in fewer wage garnishments, improved employee

relations, fewer union grievances, and less EEOC discrimination charges.

A company credit union promotes thrift and savings for members and pro-

vides a low-cost loan fund. In order to establish and operate a company
credit union economically, the work force should be 300 or more. Where

a company is of insufficient size to establish a credit union, it may

engage the associated Credit Union of Atlanta to perform credit union



functions for the company's work force. In order to qualify for

affiliation with this type of credit union, the conditions, in addition
to size of work force, require that employers make applicatior for mem-
bership (without charge), agree to make payroll deductions for savings,

and then notify employees that credit union facilities are available.

A variety of services are available through community agencies for the
troutled worker. These are the Child Care and Child Counseling Center,
the Georgia Association of Pastoral Care, and legal aid either through

a community Legal Aid Service or the Lawyer Refereace Service.

The Child Care and Family Counseling Center helps workers recognize
what is troubling them and provides assist~nce on marital problems,
parents-children problems, counsel to help wockers adjust to work, and

counsel fc: unmarried parents.

The Georgia Association of Pastoral Care assists with cases involving
marital problems, drug addiction, alcohnlism, and persons with mental

problems.

Legal assistance may be obtained for workers by counselors in company
personnel offices in one of four ways. These are: (a) The community
Legal Aid Service if problem concerns criminal law and if the worker
qualifies for legal aid under tne size of income criteria; (b) the
Lawyer Reference Service which requirés a fee of $10 for 30 minutes
consultation with a lawyer expert; (c) the worker's own lawyer if a
working relationship exists; and (d) group legal service where this has
been assigned for the members of the group by an association or agency

representing them.
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Human problems which exist in the work-place because of discrimination
on the basis of sex, age, and race are being attacked through two basic
orocedures: first, througn applying legislative enactirents already
pissed by Congress. These require rules and regulations which are in
process of being formulated by the Assistant Secretary of Labor for
Employment Standards. The second method, and the newest program, is
called "Affirmative Action." This requires that employers under
government contract take positive action to eliminate under-utilization
of trained workers on the payroll. Those employees on the payroil who
are found to be under-employed relative to training must be 'Red-
Circled" in order to focus attention of management on its contractual

obligations toward such workers.

Four companies' representatives on the program presented summaries of
integrated programs to motivate and develop workers into more efficient

emp loyees.

Southern Bell employs an Assessment Center program, a method by which
potential managers among crafts workers are identified, tested,
evaluated, and moved into training and development programs leading to
positions of higher responsibility. The employee benefits from the
program in that he learns his weaknesses and strengths for which he can
plan a program of self-development. The company benefits from identi-

fication of outstanding crafts persons with managerial skills.

The migrant labor project of the Coca-Cola Company in the citrus groves

of Florida is designed to solve the personal problems of the company's




migrant, seasonal laborers, gaining for the company a more stable and
higher performing work force. The two-fo.3l approach employed by
Coca-Cola involves on the one hand management at the worker level,
living with them to learn how they think and what their goals are;

and on the other hand, gaining worker involvement in solving their own
problems through heavy representation of them on company committees

involved in planning for migrant laborers.

The West Point Pepperell program, designed to meet a productivity
crisis from foreign competition, employs an Advanced Analytical Method
of Training. This consists of an 8-step approach: (a) breakdown of
job types into component parts to relate to behavioral aspects of
workers, (b) matching job applicants with job specifications, (¢)
teaching job skills in logical sequence, (d) training center with
mock-ups and other training .'evices to teach skills, (e) trainee

participation in determining direction and content of training, (f)

planning trainee's work with his cooperation in order to build up

productivity progressively over time, (g) recruiting highly competent
employees to act as instructors, and (h) informing trainee of progress

in quantity and quality of output overtime.

The "Member of OQur Family" approach in Japanese industry means that the
employer-employee relationship is very close. The typical Japanese
worker will have only one employer during his life, and he spends most
of his waking hours at the company and it is regarded as his primary tie.
Each morning before reporting for work, employees gather in front of the

company for a company song, at which time a visitor may make a short




Q

P e

RIC

i
!
i
|
!
!
l
l
!
I
I
I
I
!
i
i
!

talk or company management announce company goals and appeal to the
behavioral characteristics of workers. The same occurs in minature at
the close of work. Strong emphasis is placed on company goals at
every level of management, down to the workers, and all push hard

toward the goals, in a religious sort of way.



Summary of Discussions

Worker Involvement in Company Gozls

Orientation to Goals of Business. Herzberg and McGregor provide a
theoretical framework for understanding how to motivate workers. Herzberg
finds that motivation and satisfaction are two different dimensions of what
people experience in work. People draw their satisfactions from doing and
being a part of something. McGregor theorizes that employees enjoy work,
want full responsibility, and will make contributions if given a chance. A
recent book shows that motivation stems from participatior. In order to ob-
tain participation, it is necessary to internalize the things management
wants employees to believe about their goals and thé goals of the company.
Another aspect of employee motivation is Organization Development. While
programs, solutions, and style changes are intermediate goals, the ultimate
goal is the integration of both management and employee goals. This requires
the Augmented Staff meeting program, a means by which hourly employees are
involved with several layers of bosses together for problem solving and
product information. The Third Party, an outsider, in the Augmented
Committee meeting acts as a catalyst, causing things to happen, acting as a
resource, and answering questions. In order for the Augmented Staff
meeting to succeed,it is required that senior management endorse the
process to lower levels and re-assure middle management and others involved
that the innovative methods developed will not affect their positions.

Keeping Workers Informed. In the 1970's most thinking people say that
"People'" will be the big move for industry, for scciety, and for all. This
gets into employee relations and is concerned with keeping workers informed
and making them a part of what is happening in the work place. It is
generally agreed that an employee is importantly affected in his attitudes
toward his job, his work, and his company by how well he is informed.
Workers today have imaginative minds and this can be "stilled" only by pro-
viding information. Begin by telling them what they want to know and keep
it up~-dated. The company orientation program should include a plant tour,
an explanation of fringe benefits, training programs with tuition refund,
and what the company does to help workers get pay increases and gain pro-
motion. It is also necessary to tell him all about his job --the pros and
the cons, telling it just like it is. The worker should be informed what
the company expects of him and what he can expect of them. The house organ
which company management uses to keep workers informed can be used as a
means of building up the worker's pride in self, fellow workers, and his
company, by reporting athletic events, promotion of line workers as well as
managers, and all with pictures. This is also a means of building up the
worker's pride in the company product or service. The newsletter is
briefer and more frequent in appearance, covering only items of interest and
importance to all workers. The bulletin board, another source of information,
should be used only for the news items which are of interest to the depart-
ment, including also production records of the different shifts. Management
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must take the lead in communicating to its workers in meaningful terms on a
continuous basis and not wait until plant has been organized or until union
negotiations are about to begin. The basic problem is to get management to
see the importance of good communications to workers on a continuous basis.

Workers who are well-informed know: how to per form their jobs, their
compensation and fringe benefits, whom they work for, how well they are
doing in their jobs, what is expected of them as workers, how their job re-
lates to others, what the organization produces, what he contributes to it
personally, and how his contribution relates to what other workers contrib-
ute. And finally, the worker should know the company plans for the future,
including goals and objectives, and his opportunities as a worker for pro-
motion.

Profit Sharing and Supplementary Benei’ts. Profit sharing is the high-
light of Sears' employee benefits and this s c asidered one of the key in-}
gredients in the success of the company. T. the¢ modern way of deing
business, profit sharing is a means by whic™ prcgressive management recog-
nizes the dignity and individuality of workers ard it promotes a better
understanding between employer and employees. It is a reward for the em-
ployee's efforts, gives him a responsible interest in the company, and en-
courages the worker to save in order to provide for financial security and
retirement. Profit sharing for the nation was first initiated by Gallatin,
Secretary cf the Treasury to Presidents Jefferson and Madisorn. Today more
than 30,000 companies have some form of profit sharing and the trend of
company adoption of the plan is rising dramatically. The apparent reason
is that a 1960 study showed that profit sharing companies averaged signif-
icantly higher earnings performance than industry as a whole. The Sears'
profit sharing plan was started in 1916 by Julius Rosenwald,Sears President,
who felt strongly that employees deserve a portion of the profits they help
create and also to provide security for them wher. they can no longer work.
Sears contributes 11 per cent of profits before taxes to the fund, and
Sears' employees, in accomplishing the objective of thrift, deposit 5 per
cent of their earnings up to $750 vearlv to be matched in multi-contribution
units by Sears, depending on years of service. Eligibility to participate
is automatic after one full year's service as a Sears' employee. The third
objective of the program is to help the employee build up a fund for retire-
ment, and this is furthered by units of deposit which Sears allows for
years of service. Four groups of employees are recognized by Sears in the
matching procedure as follows: Workers with 1-5 years of service deposit 5
percent of earnings up to $750 and Sears makes one unit of contribution, in
terms of variable profits, for $1 by the employee. Workers with 5-10 years
service receive two units of contribution for $1 by the employee; workers
with 10-15 years service have three units of Sears' contribution for each
dollar deposited from earnings, and employees with 15 or more years of
service and at least 50 years of age receive four units of Sears' contribution
for each dollar deposited from earnings by the employee. 1In addition to
accumulation of funds in the stated ratios, employees as shareholders re-
ceive stock dividends and investment income on stock holdings. In addition
therc is a rather fantastic gain from appreciation in value of Sears' stock
over time.
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Sears, Roebuck and Company has tried supplementary monetary benefits
for hourly workers. such as prizes, incentive payments, premiums, etc., but
the results have been questionable. Sears has not been able to find any
significant improvement in sales output, etc. from the plan. The conclusion
on the part of Sears' management is that their employees have more important
motivating forces otherwise. This conclusion is confirmed by a recent
attitude survey which shows the following factors of satisfaction in order:
consistent leadership, recognition as individuals, informed on what is
happening in company, job security, financial rewards, growth and achieve-
ment, working conditions, and the opportunity to make a worthwhile contri-
bution.

Worker Motivation Techniques. The GM Doraville assembly plant employs
six procedures to motivate employees. First are the psychological techniques
which involve finding out what makes each worker tick based on the drives
for recognition, position, and security. Second are the recreational
programs sponsored by plant management to gain teamwork for the work environ-
ment. Third is the "Participant Benefit" to workers through involvement in
solving civic and community needs, and awards from the GM suggestion plan.
Fourth is the involvement of workers socially plus "Recognition Awards."
These include sponsorship of "Family Day'" for an afternoon o fun and fellow-
ship when workers and their families are given a sneak look at the new models
for cars and appliances and "Open House" held periodically for workers,
their families, and their friends for friendship and improved workplace
relationships; the Explorer Scout Program managed by hourly workers; and the
"Awards for Excellence" luncheon for those workers excelling in unselfish
service to the community. Fifth is the employees' self-improvement program
made available to all employees who wish to participate. This program
includes tuition refur for job-related courses and college degree-type
studies, courses sponsovred periodically for workers to prepare for the GED
High School Equivalency test, and sponsorship of several students at the
General Motors Institute in a 6-week cooperative work-study cycle. And
sixth is employee development through orientation programs, training, job
rotation, and counseling to enable workers to advance up the job ladder,
along either the supervisory or the management routes. In conclusion, while
the Doraville GM plant employs six major programs to gain worker motivation,

- success shows no clear-cut formula without experimcntation with methods to

a certain degree.

Special and Remedial Education for Workers with Poor Communication Skills

RIC

Importance of Communication Skills. Communication means interchange
of information and ideas with others, with special reference to the work
environment. In business it means the flow is both up and down. It also
includes non-verbal ways of getting information across including the ability
to listen attentively and respectfully, reflecting attitudes, facial
expressions, actions, and beliefs and convictions. Frankness and truthful-
ness in dealing with people are fundamental even when the news is bad or the
truth hurts. If news is evolving and rumor rises, "still" it by passing out
information on the status of developments. Absolute frankness is imperative
to gain a climate in which workers feel free to talk to superiors. The
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Regency Hyatt House Hotel management gains communication with its workers by
a variety of methods. The newly hired employee goes through an iadoctrina-
tion and orientation period in two phases--for "first on the job" and then
after 30 days. The "Buddy System" is employed to orient and couasel new
workers. Both the "Buddy" and the supervisor evaluate each new employee
after 50 days with the "Buddy" showing great pride in the new employee's
ratings. Monthly departmental meetings arranged by the supervisors are held
to enable employees to pass on suggestions for work improvement which is
reinforced by the '"Suggestion Box." Vacancies and tcaining schedules are
listed on the bulletin boards to enable workers to gain promotions. During
training, there is guidance to help workers achieve satisfactory performance
in training or to guide the worker into another program if failure seems
likely. Special classes also are conducted through the Atlanta Schools'
Adult Vocational training programs for language improvement or to impart

the English language to employees who are recent immigrants. For motivation,
an "Employee of the Monch" and of the year are selected and awards presented
at a banquet for all workers. A very unique method of communicating messages
to employees cn fringe benefits involves printing them in little matchstick
slogans on the napkins used in the employees' dining room where free meals
are served for all workers daily.

Coping with the Cultural Gap in Communication Skills. The Atlanta
Business School copes with the cultural gap of blacks, who are preparing to
work in the downtown culture, by a "Catch-all" orientation program to get
them to acknowledge the gap; point out strong differences in the cultures
and explain why they exist; explain advantages of the other culture (better
jobs, more money to spend, better housing, etc.); and then work on improving
communication skills. Better communication skills does not mean the complete
standard dialect but some of it. Teachers stress and use expressions that
develop a "passport language'"--to pass a test, .o get a better job, and to
hold a better job. The student, over time, accepts the need to develoo
better and more standard communication skills as a means to improve his lot
in every respect, which provides the motive to keep learr.ing. On the job,
the supervisor should employ the same methods but should avoid the attitude,
"We have given this guy a chance; why doesn't he appreciate it?," which
would widen the gap. 1In addition, find ways for them to mix and talk with

ther workers, asking questions and letting the "hair down." The culturally
deprived learn by listening and talking with other workers, and it is
especially helpful for them to have the cooperation of a senior worker who
can help them break into the informal learning circle. For improvement of
work performance, especially at first, it is important that supervisors
and foremen, patiently and with understanding. repeat orders and ask workers
to repeat or show that they understand.

Cooperative Adult Education: (a) Atlanta Public Schools Program.
Adult basic education instructors are paid as hourly workers. During the
last fiscal year they provided >,000 adults, 16 years or over, zero to 8th
grade, GED preparation through TV high schocl. Industry or business tells
its needs to the Atlanta public schools, Division of Adult Basic Education,
which determines needs and puts on a program of training to correct the
deficiencies. 1In order to go forward in removing the educational
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deficiencies of workers, it is necessary for industry and business to join
hands with education to improve worker's capacity, thereby improving the
quality of living of people locally and nationally.

Cooperative Adult Education: (b) Mead Packaging Program. Adult
Basic Education at Mead Packaging began in 1968 with one part-time instructor
and chen a second. Early success, which has contiried, is attributable to
support of Atlanta School Board and Mead Packaging Management who contri-
buted materials, facilities, and instructional help; and to the ability to
recruit a very dynamic, dedicated, and tzlented instructor who hac the
ability to relate both to top management and to the employees. In January
1969, Mead was awarded a 2-year MA-contract by the U.S. Department of Labor
for training 180 disadvantaged employees, of which the major part of
training included job related basic education. This led to hiring of a
full-time instructor which was further expanded in November 1969 when t.ae
Atlanta and State Boards of Education provided a complete Learning Center
with 15 study booths equipped with headsets, an instructors' Master Conusole,
and supporting electronics equipment. Industries in the area are permitted
to send employees to the program without cost to either employer or employee.
Individuals in the community may also take advantage of the facilities of
the Learning Center without cost.

The program consists of three phases. Phase 1 includes job related
ABE, for training the disadvantaged. Phase 2 involves instruction for
employees functioning below the 8th grade level and also permits sufficient
flexibility to accommodate learning objectives of individuals in the program.
Phase 3 is a GED program of training to pass the High School Equivalency
test. All ten in the program in 1970 passed the GED test initially. The
conclusion is that people learn by doing and from the consequences of their
actions, an attractive recruitment point for factory employees. Furthermore,
learning takes place in situations other than the "01d Classroom.' This
requires imagination, facilities and materials, and commitment on the part
of the instructor who is the key, if able to relate to the employees.

Problem Counseling for Workers

Comments on the Open Door Policy. Assume that the manage. in any
position announces an open door policy; anybody from the organization below
is welcome to visit him with their problems. This is done to encourage the
filtering effect of the information flow up and down in the management
hierarchy. But the problem is that any ranked position has the obligation
to report developments to higher levels of management, and some of this
information may reflect on the manager reporting. He may either ignore
the unfavorable facts or unconsciously color them. Thus, the overall
filtering process does not work so efficiently in the upward flow. Further-
more, what happens if the announced open door is a '"pretense' and is
obviated by barriers set by the executive secretary who controls appointments.
She may employ a couple of barriers very effectively. The first barrier is:
"What do you want to see him about?," which gets into personal confidences
and "turns the worker off.'" The other barrier is the delaying tactic:
"Well, he is pretty busy right now; could you ccme back tomorrow?', which




E

[€)

RIC

PAFullToxt Provided by ERIC

sounds reasonable. But when he returns, the executive secretary says,
"Well, he is pretty busy again today. Could you come back next week?"
Thus she has effectively barred the worker from talking to his superiors
about a personal matter. She turns him away frustrated and perhaps in
cold anger. 1In effect, there is no "Open Door." Another side of the
problem ‘s that managers in higher levels who really listen to 'gripes"
may come .p with matters that concern the managers in between. If the
departme.t manager goes around these managers directly to solve workers'
problems, he has effectively eliminated them as managers. Thus there are
some really complicated p.oblems in having a real "Open Door'" policy.

Occupational Medicine Today and in the Future. Productivity 1s related
to the health of the employee. Without good health, mental and physical,
productivity is not likely to increase, but on the contrary fall. Occu-
paticr.al medicine, called industrial medicine in earlier years, is con-
cerned with three areas. These are, first, appraisal of the individual's
health, the maintenance, restoration, and improvement of the health of the
worker through preventive medicine. Second, emergency care on the job,
rehabilitation following illness or injury, and environmental medicine,
i.e., promotion of interaction between the worker and his job through the
principles of human behavior. And third, the economic and administrative
needs of both the worker and the community for medical services.

Occupational medical programs vary tremendcusly from industry to
industry depending upon company size and the health problems peculiar to
the industry. An average type occupational medical program would generally
include pre-employment medical evaluation which considers all of the
physical and emotional factors in the individual's make-up and background,
fitting him to the proper job from the physical and emotional standpoint.
This takes into account the worker's limitations in job placement.
Absenteeism from the job which has physical or emotional causes is referred
to the medical services office for a medical evaluation, followed by
counseling and referral if necessary to a private physician for aid and
attention on the job through the medical department. Any disease detected
in the early stages leads to treatment by the ccmpany medical office or
referral to a private physician or even to a hospital if serious. 1In
addition many companies sponsor mass employee screening evaluations, TB,
chest X-ray screenings, diabetes scrcening, etc.

In case of serious illness when the worker's type of job may be
affected, the occupational physician plays a key role in re-evaluation and
in efforts to re-locate the employee in another job. Supervision of long-
term illness is very important in saving "sick days' to the company. Other
types of medical assistance which the company medical facility may provide
include treatment cf drug abuse and alcoholism.

The health crisis in the United States today can only be solved
through collaboration hetwecen all health care systems working together.
An important role for occupational health is that it gives the employee
access to health care, [t not only helps in minor health probiems but
assures that workers are refcrred to the proper expert for a test or
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treatment. The work place is a national health care resourse for pre-
ventive medicine and for promoting it through annual health check-ups,
immunization programs, rehabilitation, mental health, weight control, anti-
smoking programs, etc. In the case of mental health, occupational medicine
is moving towards study of conditions in jobs which cause emotional stress
and breakdown, and how to get the person in the right job for prevention of
emotional breakdown from the strains of the job.

The Occupational Health and Safety Act of 1970 will apply to over 55
million workers and 50,000 enterprises. The U.S. Department of lLabor will
set the standards and have the responsibility for enforcing them. The
H.E.W. Department will have responsibility for research, for training, in-
vestigation of safety levels on toxic materials, and for determining safety
levels for operations in companies. This act has important implications
for the company medical facilit:, which will have responsibility fur carrying
out the provisions which apply specifically to companies.

Child Care Services. The economy employed over 33 million women
workers in 196/ and the trend to female employment is strongly upward.
About 10 million working mothers have children under 18 years of age, and
4 million have children under 6 years of age. These women employees need
jobs and the economy needs them as workers But child care is a serious
problem for many of them, affecting the absenteeism rate and efficicncy on
the job. A few can afford private nursemaids and some private nursery
schools, but the vast majority of working mothers with children under age
six faces serious difficulties in finding adequate, economical child care.
Consequently, women are increasingly demanding day care services, and they
are supported in this demand by the 'Women's Lib" movement. Congress is
on the threshold of action which has had a bill introduced with stroug
congressional support to provide initially 2 billion dollars yearly, and
this proposal because of its obvious need will remain on the Congressional
Agenda until some action is obtained.

From the point of view of management, accessible child care services
in the community is of such issue to their women workers and the community
that consideration must be given those needs in terms of long term company
planning. Female workers with pre-school children especially become
better adjusted, more efficient workers when accessible child care services
are available in the community, and company support for such centers is
becoming increasingly important not only for getting child care centers but
also in gaining continued support for their effective operation. The steps
available to management to focus efforts in behalf of child care facilities
are as tollows: first, Title 4A of the Social Security Act, which provides
open-ended Federal-local funding of social services with focus on day care,
is in jeopardy and needs support. Second, the proposed legislation, with
strong congressional backing, which would provide 2 billion dollars the
first year and 4 billion the second, would greatly expand child care facil-
ities. 1In order to become enacted, this proposal neeus srong public en-
dorsement. And third, business and industrial leaders have always demon-
strated genius, imagination, and initiative in vtilizing the resources of
industry to obtain the facilities required for industrial growth and
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prosperity. This suggests direct financial support on a limited basis for
establishment of day care facilities. Title 4A of the Social Security Act
provides 75 percent of the outlay on such facilities where employers con-
tribute the first 25 percent initially.

Corporations, both large and small, are getting involved directly in
establishing day care facilities. Two divisions of the DLell System provide
day care directly for its female workers and there is consideration for
expanding it to the entire system. In Cambridge, Massachusetts, an in-
dustrial employer has gone the entire route in setting up such facilities.
In Bsltimore, Maryland, a la:'ge labor union has joined resources with an
emrloyer to set up needed dar care services. The issue of child care
services for pre-school children is clearly on the agenda of top management
in business and industry nationwide.

Financial-Planning Counseling. The financial counseling established by
the Lockheed-Georgia Company in 1968 has paid off in fewer wage attachments,
reduced costs, improved employee relations, fewer union grievances, and
fewer EEOC discrimination cnarges. Every employer in one way or another
must be prepared to handle garnishments as they create a heavy admini-
strative burden. The root causes of the garnishment problem is the tendency
of some employees to over-burden themselves financially coupled with
failure to seek help to get out of the financial mess. To meet this problem
Lockheed empioyed in 1968 a staff man full-time to act as financial-
planning counselor, a black lawyer, who is responsible for all legal problems
relevant to garnishments, tax levies, and 'Chapter XIII's." 1In the 3 years
since 1968 garnishments at the Lockheed-Georgia Company have been reduced by
one-tnird with release on 50 percent of the remainder. As a result, lost
time, disciplines, and terminations related to garnishments have been
sij,=Zficantly reduced. The general procedure employed is that the counselor
studies credit letters and garnishments to identify employees with a pattern
of financial trouble. The counseior then contacts them in order to try to
guide the employee to reach an agreement with the creditor in one of several
ways: (a) a new weekly payment schedule, (b) extension of time for liquida-
tion of debt, (c) preparation of budgeting schedule, (d) referral to the
consumer credit counseling service in Atlanta, and (e) under certain cir-
cumstances referral to attorney for bankruptcy. The main idea is to take a
legal and procedural process and humanize it, thereby affecting, in many
cases, the lives of people for the better.

Credit Union and Loan Programs: (a) Company Credit Union Program.
The common bond binding company employees into a company credit union is to
promote thrift and savings of members and to provide a source of low cost
loan funds. Interest rates on loans to members are generally substantially
lower than interest charges from most lending institutions. Rich's Credit
Union is 33 years old but the movement in the United States pre-dates that
by a good margin ==~ and i: was motivated chiefly by usurious interest rates.
Rich's Credit Union has 4,627 members with assets of $4.2 million. The
State of Georgia has 424 different credit unions, a membership of 367,578
members, and total assets of $272.8 million. For the United States, there
are 23,875 credit unions, membership of 22,800,000, and total assets of
$170.5 billion.




Credit unions everywhere govern themselves. There is a supervisory
committee which helps govern the credit union. Rich's Credit Union governs
itself through elected directors who appoint the officers. Its Credit Com-
mittee consists of five Rich's employees and members of the credit union.
There is an investment committee which invests money left over from loans
o members. The credit union has a paid manager and clerical staff. All
of Rich's employees &re eligible for membership after 3 months employment,
The highly successful credit union at Rich's was developed and has grown
through the active interest, promotion, and financial assistance of Rich's
management, which provides office space, utilities, and excuses board
members and committee members to meet when necessary to transact business.
Payroll deductions are made for savings and also to meet loan obligations of
members. Rich's credit union makes any loan which is for a worthwhile
purpose -=and for a variety of emergencies. Also, loans are made for debt
consolidation when considered wise. The conclusion from Rich's experieuce
with credit unions is that it is an excellent method by which employees
ccmbine to save and also to borrow at a cheap rate.

Credit Uniuns and loan Programs: (b) Credit Union Service for
Companies. An Associate Credit Union is able to extend the advantages of
a company-based credit union to employer-sizes which are unable to manage
a credit union. A company type credit union requires an employment level of
300 or more employees, but the Associated Credit Union of Atlanta, organized
in 1956, is able to extend the privileges of a credit union to employer-
sizes, varying from 25 to 200 employees or even up to 300 employees. It is
located downtown Atlanta and has a membership of 90 companies, representing
3,300 members with assets of $1,600,000. Conditions for company affiliation
other than company size are: Company applies for membership (which kas no
charge) and agrees to payroll savings plan, and notifies company employees
that credit union facilities are available. Accumulated savings plus
dividends are reported to each employee twice yearly. The technique of
clearing a credit union loan for an employee consists of employee application
for loan at Credit Union office in downtown Atlanta either in person or by
telephone. Credit union staff checks out credit worthiness of applicant
through company designatcd staff person, employee signs note and gets check
for face value of loan which may be consummated either by mail or in person,
and company begins payroll deductions for retirement of employee's loan.
Types of loans, interest charges, and conditions governing loan are com-
petitive with company-based credit unions.

Assistance Provided by Community Agencies

Child Care and Family Counseling Center. The Child Care and Family
Counseling Center is designed to counsel individuals on personal and family

problems. Three percent of referrals originate at the management

level, and the remainder from a variety of sources including former
counselees. Detection of humans with a problem is highly significant if

the work of the Center is to be of maximum value. The first institution
detecting family problems is the school, from behavior of pupils, and the
place of work is the second institution. Some of the signs of family

trouble are frequent absencies from work, irresponsibility at work, inability
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to concentrate or perform work as well as previously, calls from creditors,
ill-health, mood swings, flare-ups with fellow employees or the supervisor,
and rise in the accident rate. Some of the actions on the part of em-
ployers when they observe employee problems are: Seek help from Counseling
Center, send to pastor, seek medical assistance, and refer to company
company counseling center if one exists. The Atlanta Center 1is expanding
locations and changing hours to be more accessible to employees. Of
special interest is the Tuesday night program, called "Project Awave,"
where parents come for a dialogue concerning problems of their teen-age
children. The Child Services part of the Center relate to services to
unmarried parents, and the family counseling services consist of direct
help to people individually, on a family basis, and on a group counseling
basis, for marital problems, parents' problems with children, and employee
counseling tn adjust to work.

It is important that company management encourage ecmployees to seek
help at Center rather than condemning or attaching a stigma to it which
causes furtiveness on part of workers, adding to the burden of their
problems. In some companies, like Lockheed, the Center maintains an in-
plant service with one staff member on duty once a week in the morning. The
Center works closely with personnel services and the medical division of the
company .

—y So— o W a— —

Georgia Association for Pastoral Care. Headquarters for the Association
is the Central Presbyterian Church, located downtown opposite the Capitol.
This is an organization which seeks to bring together the seminaries of the
community in order to provide two broad types of service: (a) offer some
pastoral service, some caring service, some mental health opportunities for
growth to people who are in various conditions of need; and (b) make the
minister a better resource for helping the members of the community and the
- church. Cases involving marital problems, drug-addicts, alcoholism, and -
plain mental disturbances constitute the bulk of the counseling. Highly
complex cases are referred to the specialized community agencies. The
example of ministers --visiting troubled people in their homes, which
breaks down barriers quickly, relaxes the person, and leads to quicker
communication-- is being imitated by the Specialized Community Agencies,
a desirable trend.

Emory University Comnunity Legal Service. In most places in the State

of Georgia, there are almost no legal aid services available, at least not
- in the civil cases. But consolidation of Emory University Community Legal
Service and the Atlanta Legal Aid Society July 1, 1971, will tend to broaden
the services available in the Atlanta area. The United States Supreme
Court has ruled that anyone charged with a major criminal act must have
legal representatiou. 1n DeKalb and Fulton counties attempts are made to
meet this requirement. The Public Defender for Fulton County is greatly
overburdened with a large number of cases. Company employees involved in
a criminal case without funds should try for the Public Defender== but it
is preferable that a person have his own lawyer if he can afford it--
going through the Atlanta Lawyer's Reference Service if there is not a
personal, working relationship with a lawyer. The Public Defender, however,
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does not have the time and resources to give the type of representation which
can be given by a lawyer in private practice. Atlanta's Legal Aid Service
employs the following criteria for accepting a case: Single persons with
$200 or less monthly income plus $35 per month for each additional depend-

ent. This means the bulk of hourly wage earners do not quality for lLegal
Aid.

Employees who have legal residence outside the Atlanta Area may be
served by the Georgia Indigent Legal Service. A call to its downtown office
will determine if it extends service to a particular community.

Lawyer Reference Service. Middle class wage earners, in a mobile,
rapidly changing urban society, have a growing need for legal assistance.
Moreover, from the point of view of the employer, workers troubled by legal
problems are much less efficient. The Atlanta Lawyers' Reference Service
is helping greatly to meet this need. The objectives of the Lawyer
Reference Service are to make lawyers' services more readily available and
to assist those who need to employ a lawyer, to find a competent lawyer
willing to help ghem either on a contingent fee basis or by other arrange-
ments. Operated ider the local Bar Association, in this case the Atlanta
Bar Association, a yerson inquiring through the Reference Service is
charged a fee of $10, which goes to defray operating expenses of the
Reference Service. This entitles the person to 30 minutes legal con-
sultation with a lawyer, who is a member of the LRS panel. After the 30
minute interview, the individual may either employ the lazwyer or seek help
elsewhere. A second type of legal service available to middle-class wage
earners is '"group legal service." Under this plan, legal services are
rendered to the individual members of a group by a lawyer provided by the
group organization or by some agency acting in behalf o< the members of the
group. Both the Lawyer Reference Service and group lagal services are
methods by which the corporation can meet the growing legal needs of its
middle-class wage earners, providing for their general welfare in legal
matters and at same time enhancing worker productivity.

Integrated Programs for Worker Development

The Assessment Center Approach of Southern Bell. The Personnel Assess-
nent Center Program at Southern Bell is a process by which managerial skills
in technically competent craft persons are identified. Each person nominated
by supervisors for the Center is observed and measured under comparable
conditions by a staff of six from the supervisory group. Tests are samples
of the tasks the candidate would be called upon to perform in a management
job. The techniques by which potential managers among craft persons with
the various management skills are identified involve four types of ana-
lytical tests: (a) an in depth interview; (b) paper and pencil type tests;
{c) group performance tests; and (d) individual work situations. After
this 4-step assessment process, each candidate is placed in a typical
management work situation to enable the staff of test supervisors to observe
how the candidate handles administrative situations. Following this, each
candidate is evaluated by the staff members and rated on each management
variable. A composite decision is reached on each person's overall
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potential for management. After the evaluations, each staff member writes
an explanation for his rating as if he were talking to his supervisor

about each candidate citing weaknesses and strengths. A final phase of

the evaluations consists of a listing of each candidate's assets and
liabilities to be used by the director in a feedback. This is quite worth-
while to the candidate; for if weaknesses are noted, he may pursue self-
development training and later become a candidate again in the Assessment
Center. And the company benefits greatly from identification of outstanding
craft people who have managerial skills or the potentialities for their
development.

Migrant Labor Project of the Coca-Cold Company: Model for Government-
Business-Worker Cooperation. The migrant labor problem of 1,000 workers
(4,000 on a seasonal basis) on 30,000 acres of citrus groves in Florida
led th2 Coca-Cola Company to develop programs to alleviate the problems of
its seasonal, low-income, poorly educated farm workers. Study indicated
that their problems were housing, worker compensation, health, education,
social services, and employment opportunities. Management discovered
what their workers really wanted (for themselves and their children) by
actua.ly living and working with them. Workers were involved in developing
a program through a Committee of harvesting workers. Homes were provided
for workers to own through FHA 235 funds. The substandard dormitory
housing for single workers was torn down and rebuilt at a cost of $125,000.
Compensation for the year-around groves' people was increased about 20 per-
cent, and they were re-classified to regular workers in order to qualify -
them for company benefits. Coca-Cola is adding fruits to extend the harvest
season in the area to at least 11 months in order to reduce worker turnover
and uncertainties in performance of the work force. The Base Salary method
was developed for the seasonal type harvest laborers in which they get a
salary for a set number of days and become eligible for regular company
benefits. In order to help the 700-800 workers still on a piece rate pay
basis meet income problems in transition between jobs, {oca-Cola matches
the worker's contribution to the savings fund to enlarge his resources while
moving between jobs. This class of seasonal workers has also been made
eligible for the year round health program and $1,000 of 1ife insurance.

The Wzs5i Point Pepperell (ompany Program. During the last four years
the textile industry has experienced a vrise of 1.3 percent in price relative
to 13 percent rise in the Wholesale Price Index. Compared to the one
percent rise in price of textiles, wages of textile wcrkers have gone up
40 percent. This distorted rclationship combined with foreign competition
has caused a productivity crisis in the textile induscry. The West Point
Pepperell Company is meeting the productivity improvemgnt problem through
its Advanced Analytical Method of Training. This constitutes an 8-step
approach. Tirst, training operation analysis in which each job-type is
broken down into component parts in order to relate each aspect to its
behavioral aspects. Second, plan selection which establishes personnel
specifications for each job, detailing the physical, mental, and psycho-
logical requirements of the job. This enables the Personnel Department to
match job applicants with the specifications. Third, systematic skills
development with designed exercises. One skill is taught at a time and in
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a logical learning sequence. Fourth, establishment of a Training Center
which is equipped with mock-ups and other traininag devices to teach
employees to perform functions for which hired. Fifth, trainee partici-
pation which enables the trainee to determine the direction and content of
his training. Instruction is provided by hourly workers who teach the
skills they perform. Sixth, a planned program where the trainee's work is
planned with cooperation and participation to include frequent changes in
activity initially, building up to sustained productivity that rises
progressively throughout the course. Seventh, trained instructors: These
are highly competent houriy employees who are recruited to instruct the
jobs they perform. Eighth, measurement of progress of trainees through
records of exercise time, quality levels, output records, and other relevant
information; and the trainee is informed of his progress. The objective
of this training is to produce goods of highest quality at the lowest
attainable manufacturing costs.

"Member of Our Family' Approach in Japanese Industry. 1In Japan, it is
a time-honored axium: "never bite the hand that feeds you." The "We"
syndrome subordinates the goals of the individual in favor of the goals of
the group. While labor unions, which received a start under General
Douglas MacArthur, have some status in Japan, consistent with the "We"
syndrome, management belongs to the managers and Japanese labor knows its
place. The Japanese worker will probably spend all of his working years
with one employer, the result of a style of life that goes back perhaps
thousands of years. His family is dear to him, but the over-riding factor
in the life of the Japanese man is his business family. He likes to
spend his off-work hours either on company premises or in some nearby
teahouse or nightclub for companionship and conversation. His loyalty is
where he spends his waking hours and the company is regarded as his primary
tie. The company exploits this intense, traditional loyalty by channeling
it to company interests. The Matsushita Electric Industrial Company, Ltd.,
for illustration, channels the Japanese worker's intense interest toward
company objectives by dissemination of the company philosophy and by
exploiting several points of human behavior. Each morning all workers are
first assembled in front of the factory entrance for the singing of the
company song and announcement of basic objectives. The same occurs in
abbreviated fashion at close of work. Twice a year a company meeting is
held at which company objectives for the next six months are announced.
All levels of managers translate these objectives into specifics dealing
with the manager's operation, and through a series of meetings involving
subordinates, translates company objectives into personal objectives. The
announced company goals are not taken lightly by employees. They are
regarded as vows whichk are religiously kept.

Program Reaction

This conference has concentrated on the motivators for workers--thLe
things which move them to do a better job and to realize their potentialities
through the work itself. The objective is to make people happy on the job
and where needed remove those conditions which tiouble or upset them with
the expectation that the production rate will rise. Major emphasis has
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been put on problem solving for workers in order to remove disturbances
from the work place. This means greater responsibility for the personnel
department with delegation of the authority to move directly to solve
problems of workers or by obtaining outside counseling. The lowliest, most
unskilled, illiterate of workers deserve equal attention in human dignity
to the corporate vice president, which is a tremendously important step
forward in thinking about those who work for us.

The philosophy of management today is developirng to the point where
they realize that quality control is based on human control. We motivate
and gain the loyalty of workers when we recognize them as individuals and
treat them as humans. The key word is "Participation Involvement.'" When
the worker feels that he is helping to make company goals, he tends to
follow through in his job to achieve these goals.

The point has been made loud and clear in this Conference that manage-
ment is interested in its workers as individuals, realizing thac this is the
most important aspect of gaining high productivity. The basis issue is
treating workers as a part of the firm, recognizing that they are humans and
not numbers.

An important omission from the Conference Program was the point of view
of the worker. Some workers have learned how to maximize productivity and
their view would be helpful. Those who act as "Buddy" to a ghetto worker
have gained insights in how to understand and motivate persons of another
culture that would be valuable for us to know. First-line foremen have a
viewpoint on how to improve the production line and how to meet production
quotas which we would find unique and valuable fcr our understanding.

Solving Human Problems Through Work Standards in the Work Place

While Congress legislates the remedies, application of the legal re-
quirements and the results obtained depend on employers in the work place.
The legislative route to removal of discrimination requires standards for
performance - rules and guidelines - which are difficult and time consuming
to set up. The Office of the Assistant Secretary of Labor for Employment
Standards is evolving the standards required by legislative enactments
already on the books. In the case of Wage Garnishment, Congress has
legislated that a loan company cannot garnish a person the first time
nor take more than a very limited percentage of the employee's paycheck.
Provisions of the Equal Pay Act also are the responsibility of the’ Employ-
ment Standards Division of the U.S. Department of Labor.

The newest program of the Employment Standards Division is called
"Affirmative Action'" which means companies must take positive action to
eliminate under-utilization of trained workers on company payroll, and it
is aimed especially at women and ninorities. Order Number 4 identifies the
problem, establishes goals and ti- tables for performance. Executive Order
11246 pertains to contractors on r “ernment projects and specifies that
"Fair Employment Practices' be appl.=d to all employees in order to
eliminate sex, age, and racial discrimination. This requires that government
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contractors actively promote equal employment opportunities for all workers
on payroll. Workers found under-utilized relative tc training are to be

"Red-Circled" by the employer in order to focus attention of management on
its contractual obligations relative to such workers, usually women and
minorities.
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INTRODUCTION

Sherman }. Dallas
Dean, College of Industria. Management
Georgia Institute of Technology

I am Sherman Dallas, Dean of College of Industrial Management. It's
good to see you all here this morning. This is the third conference that
we have conducted in the area of Human Resources Development, and our
subject for the second and third conference was each suggested by the
previous conferences which suggested something is going and something is
happening. The particular need I suppose for today is to tackle the
kind of subject we have, "Maximizing the Productivity Improvement of
Hourly Workers,' because the United States has problems in this area of
management. I checked out the industries of some of you who are here
today. And some of you have real problems competing with people of
other countries, and certainly some part of the answer i: the matter
of how to improve or increase the productivity of our labor force.

This morning it is a pleasure for me to introduce the president of
Georgia Tech who will bring you "Welcome® from the Institution. Dr. James
Boyd has been acting presideut cf Georgia Tech since May of 1971. e
was appointed at that time by Chancellor Simpson of the University £
of Georgia. Dr. Boyd is also wearing two hats in that he is also th
Chancellor of the University System of Georgia Board of Regents for
Curriculum Development and Academic Planning. Prior to his appointment to
the Board of Regents in April 1971, Dr. Boyd served as president of West
Georgia College for 10 years. During this 1C years he developed an
institution which grew not only in numbers and size but also grew tremen-
dously in quality, and it is today one of the firest institutions in the
University System of Georgia. Dr. Boyd is not a stranger to the Georgia
Tech Campus. Prior to his acceptance of the presidency of West Georgia
College, he was Director of the Georgia Tech Engineering Experiment
Station, a very sizable job in itself on the Tech Campus. It is a pleasure
for us to have Dr. Boyd back and I am pleased that he could spare me his
valuable time to extend a word of welcome to you on behalf of Georgia Tech.
I give you President Boyd.

yste
e

tem
Vice




Q

E

Aruitoxt provided by Eic:

RIC

Welcome
by
James E. Boyd, Acting President
Georgia Institute of Technology

Thank you very much Dr. Dal'as. Ladies and gentlemen, it is certainly
a pleasure to meet with you briefly and to welcome you to the Georgia Tech
Campus. I certainly hope that you are going to find your visit here most
productive and at the same time pleasant.

I am pleased by the title which you have chosen, "Maximizing Produc-
tivity Improvement of Hourly Workers." For a long time I have wondered
about something somewhat parallel, how we might rate institutions of
higher learning! Do we rate them purely in the absolute magnitude of the
quality of the individuals they turn out, or in the quality of those indi-
viduals as compared to their quality when they entered the institution?
Does the institution, say, maximize the intellectual capabilities of the
students; that is, to what extent do the intellectual capabilities of
those who go through the institution improve? Perhaps, this would be a
good measure! Any institution which starts with experts will turn out
experts. But if you start with raw material and turn out experts, you
are doing a much better job!

1 have been closely involved for almost 40 years in scientific and
technological work in Georgia. I am, therefore, most pleased that Georgia
Tech has been selected as the host institution for such a broad cross
section of experts as I see represented here, in this very significant and
important problem, improvement of productivity of workers in business and
industry. As you may know, labor productivity per man hour was practically
at a standstill during 1970, and over the last several years productivity
performance of workers in industry has left much to be desired. We need
to raise output per man hour among workers in order to accomplish two
important goals of national economic policy. First, it is necessary in
order to raise the level of per capita income and the national standard
of living. Second, raising the productivity level of our working popu-
lation would accomplish much in the control of inflation, a serious
problem to national advance and progress during the last Zfour or more
years.

The subject areas and topics for the participants which are disclosed
by the two-day Agenda attack the problem of worker productivity in several
significant areas, some pathbreaking. I am greatly impressed not only by
the apparent expertness of the speakers but also by the broad background
which they represent. All these points of view promise to make significant
contributions to the problems of motivating, training, counseling, and
problem solving for workers. It seems that as company managements show
greater interest in the human resources development of their workers and
help them in personal problem solving, it is natural to believe that
workers' interests will be oriented increasingly toward those of the
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employer. They will become more loyal workers, better oriented to taking
care of company property, and more assiduous on the job in quality of
performance. The line of thinking we pursue in this suggests that all
will gain from an "Improve Your Fellowman' approach.

It seems to me as a college administrator that a progcam which brings
businessmen and industrialists together, as has been arranged here for
this Conference, in a sort of forum to interchange ideas on specified
difficulties, problems, or concerns is a valuable new learning method in
the solution of common problems. I would like to see more interchanges
between college educators and businessmen on the problems of our state,
of our society. I believe we have begun here today a pathbreaking experi-
ment in problem solving that is relevant. And I feel sure we will enlarge
such experiences in the future.

I welcome all of you to the Georgia Tech campus and our facilities
are extended to make your search for truth here a valuable experience.
From a scientific and technical viewpoint, Georgia Tech has on its
Engineering and Science Faculties and on the staff of the Engineeriag
Experiment Station capacities for research and investigation that are
without peer in the South and hard to match anywhere, 1 invite you to
investigate the problem solving capabilities in Research and Development
which we have among the hundreds of scientists and engineers.

—es wmas o MR B N e
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What I want to say in conclusion is that I am most pleased that you
are with us for this 2-day Conference. I invite each of you to return at
your earliest convenience for consultation and possible use of the exper-
tize which we have at Georgia Tech.
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WORKER INVOLVEMENT IN COMPANY GOALS

Orientation to Goals of Business
by
Kenneth F. Schenkel
Senior Industrial Research Psychologist
Personnel Department
Lockheed-Georgia Company

Let me begin by giving you an overview of my talk. First, I would like
to comment on some motivational findings. Second, I would like to talk about
organizational development--that is, the means whereby I am propesing the

adoption of goals by hourly employees. Then, I would like to close with some
mention o? hard-core unemployed training.

First, in discussing the motivational findings, I should mention the name
of Frederiux Herzberg. Dr. Herzberg, of Case~Western Reserve, has conducted
considerable research with results that are different from those usually re-
ported on this subject. Specifically, he says that motivation and satisfaction
do not necessarily rise and fall together. That is, motivation and satisfaction
are two different dimensions of work. He further says that we don't motivate
people to do something; rather motivation and interest stem from the doing.
Employees draw these motivations from achieving, and from being a part of some-
thing important and useful. Satisfaction is another dimension. Along it,
people are satisfied or unhappy.

The second name I'd like to mention is Douglas McGregor. Dr. McGregor
until his death was at M.I.T. McGregor wrote that most businessmen believe
in either Theory X or Theory Y. Theory X holds that hourly employees, the
workers we here are all concerned with, are basically lazy, unmotivated, and
do not want responsibility. There is a miracle connected with this theory--
for the manager who subscribes to Theory X, lo and behold, his workers are
lazy, unmotivated and do not want responsibility. Theory Y, on the other hand
states that employees enjoy work, they do want responsibility, and they can
and will make contributions, given the opportunity.

In a book of two or three years ago, "Management by Participation,” by
Morrow, Bowers, and Seashore, another aspect of metivation was emphasized--
motivation stemming from participation. That book centers its attention on
the results of the purchase of one company by another company--together, they
control most of the pajama manufacturing in the world. When Harwood bought
Weldon, they found they were not getting what they thought they would. It
was really in foul shape. So, operating under Theory Y involving participa-
tion, they moved Weldon from consuming 15 percent of its capital assets each
year to earning a plus 17 percent; and from only 89 percent production ef-
ficiency to 114 percent efficiency.




These citations just “ouch on motivation theory. They provide a back-
ground of what I want to say to you now.

First, before I get to the proposed mechanism for motivation, let me
say that I believe it is necessary to have employees internalize the things that
you want them to feel about their goals ard the goals of the company. Let
me illustrate that! T read, rather recently, about a company which was very
disappointed, and I gathered from the tone, rather piqued, because the em-
ployees were not following ihe safety regulations of the company. The rules
were well written and published. Bright posters were put up. But employees
just would not follow the directions. I have an explanation but it is neces-
sarily a little complicated. They simply had no real opportunity to inter-
nalize them. Let's look at how that may be accomplished. Could they read
them? Surely they could! But, that's not enough.

I would like to speak about what is now called Organization Development
and a specific instance of this, an augmented staff meeting program. The
objectives of this kind of activity are problem solutions and management
style changes, which are intermediate goals. The more ultimate objective
is the integration of management and employea goals. A simple defiunition
of Organization Development (OD) holds that it is the internalization of
groups to develop solutions to their problems by the addition of a third
party as catalyst. I will get to that part later. The augmented staff
meeting program is a means of involving employees in order to increase their
motivation. The six week's experiment which my company ran produced many
illustrations of benefits for the employees and the company. For example,
in one case the employees had the problem of unavailable project tools. They
arranged procedures to have them available for all when needed. A cost saving
item was the establishment of a Log that saved frem two to eight hours per
week search time on shop orders which were improperly documented. In another
instance, large presses were badly in need of maintenance; the employees ar-
ranged for this service. There was a fastener shortage in our department
which fastened aircraft "skins" together. The employees build a locked-box
which saved thirty hours per week search time. The estimated savings for
eight out of 40 such changes, on manpower alone, was about $500 per week for
each of the 12 groups. This resulted in savings of a little under $36,000
for the six weeks.

The strategy of the augmented staff meeting program is to provide periodic
opportunities for employees to meet, to define operational problems, to plan
solutions and to set goals with the supervisor remaining the key figure. Im-
age that! They set their own goals! But they did it, and within the limits
of company goals.

Both the first-line supervisors and the hourly employees are involved.
Attending these meetings are the hourly employees, their supervisor, repre-
sentatives of support groups which are needed to help get the work out and
a "Third Party." The frequency of ‘he meetings is once a week, each lasting about
45 minutes. These can be tacked onto the so-called weekly staff or crew
reetings which are held for general updating. Coordination is by means of
a multi~level meeting where several layers of bosses get together for problem
resolution and for progress information.
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The Third Party enters these meetings for the first few weeks. He can
disappear from the scene after a meeting pattern is established. The third
party acts as a catalyst, causing something to happen when he is there, and
acting as a resource in answering their questions. He also has some liaison
and monitoring functions. “he proposed cycle for beginning this would be

about eight weeks per grovp. The third party can handle two such groups at
a time.

Essential to success of the augmented staff meetings are two actionms.
First, the endorsement by senior management through communicating to lower
levels their beliefs that this is the initiation of a long~term, significant
process. Second, senior management must reassure middle management that in
setting new standards, in finding new ways to operate, and in sharing in-

fluence, they are not setting the stage for punitive action against them-~
selves.

Finally, it is noteworthy that our "hard-core" trainees responded to
0.D. similarly to the way the experimental groups did. Similar sessions
in our hard-core training program were held twice a week. The purpose was
to permit the trainees to modify their personal value system. It was deemed
to be highly successful.

MODERATOR: Our conferees just heard one thought which is extremely
important, namely, that we do not motivate workers nor can we motivate workers.
We can simply provide an opporcunity whereby workers can motivatz themselves
and we do this by providing certain of nis needs while, at the same time,
achieve the objectives of the organization. This is the crucial difference
between truly motivating workers, and what has sometimes been designed or
call:d the happiness approach. If one would read the literature today, you'd
think the prime objective is to keep them happy while achieving the actual
objectives of the organization. I hope you realize that this is very easy

for me to stand up and say; it is not so easy to do in a practical work sit-
uation.
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Keeping Workers Informed
by
Ron Dervales
Manager of Personnel
Aczlantic Steel Company

When it comes to conferences, I am usually known as one of the "at-
tenders." 1 am always attending these sessions with the hope of being
able to use someone else's ideas, hoping that I will gain one or two
ideas that I can put into opera.ion .rmediately and 50 or 60 others that
I can store in the back of my head for use at a later date. You can get
a lot of advice from one of these sessions, but -hat you can use is up to
you.

During the 1940's, all ... emphasis was placed on mass production.
During the 50's, sales and marketing came into dominance and in the late
60's, fina.ace seemed to be the big word. Well, ladies and gentlemen,
"people'" is the big word for the 1970's. I have just ret-rned from a
national personnel cunference that I attended in Dallas last week and
they had spzakers from all over the country to talk on various subjects,
and every one of them talked abtout the 70's being the decade of the people.
A local tclevision station has a slogan that "An Informed Citizen is a
Better Citizen." I believe that industry could adopt this slogan, '"An
Informed Employee is a Better Employee.'" Why is an informed em, loyee
better? An employee is importantly affected in his attitude towards his
job, his work, and the company by how well he is informed. Good communi-
cation affects his motivation, especially when thinking of motivation in
the sense of contributing that extra effort that will make an employee do
his best and not just get by. No longer does the old saying, "Do your
job, or you get fired," motivate people. The new people who come into
your plant to apply for a job these days have long hair, no shoes, beards,
headbands, etc. I don't know if we fear their dress, or if we just fear
their inquisitive minds! These people are no longer hz-py just to have a
job. They want to be happy in their work. You can't take an employee off
the street any more_ give him a clock number, show him the bathroom, show
him to his job and then forget about him as long as he does his job. The
most impnrtant thinq is that these people, with their inquisitive minds,
are highly contagious to other people they work with. They see them asking
and they say to themselves, "How come I haven't been asking these ques-
tions?" Why do they want to change the company? But some of their ideas
are not that bac. Modern technology has taken all the challenge and all
the skills out of most of the jobs we have in industry. Computers run
presses; they run machinery; the worker just watches the machine and when
it shuts down, he presses a reset button and it starts again. That doesn't
take much skill. We must look to other ways to establish a pride in the |
work that a person performs in the company for which he works. Keeping
workers informed is one such way. We mu~t be careful, however, for too
often a great deal of money and energy are expended to communicate the




wrong message to people. There is no quicker way to "turn people off"
than to tell them what they already know and not tell them what they want
to know. This may come as a surprise to you, but the tools for imple-
mentation of an effective information program exists in most all major
companies today. Most of the larger companies have orientation programs,
company house organs, president's newsletters, bulletin boards, and most
important of all, day to day contact with the workers. As I said earlier,
rne of the main problems is communicating the wrong message. I would
like to explore each of these channels of information with you, and give
you some of my ideas as to what I feel is wrong with them and maybe this
may help you.

I would like to talk first about the orientation program. This is
your first opportunity to brain-wash new employees. Too many times, we
rush new employees through a thirty-minute orientation f.ogram, send them
out to work, and that is iu How many of you give employees plant tours?
How many of you explain all of the fringe benefits that you have; your
safety programs; your training programs; your tuition refund programs to
a new employee? How else is he going to find this out? He certainly will
not learn about this vital information once he goes to work in the factory
or mill. Your program should always transmit information that is impressive,
if it is to have any lasting effect on the new employee. Tell it the way
it is! 1If the job is hard, if it is dirty, if it's dangerous, tell him
that's the way it is going to be! He is going to find out quickly enough.
And when he does find out and if you have painted a rosy picture of what
the job is, he will move on to another employer; he is not going to trust ‘
you, because you misled him. Explain to him why absenteeism is a problem :
for everybody, not just for his company, but for his fellow workers. "When
you are absent, your fellow workers have to work harder." Explain to him
that accidents happen, and why. Ninety-five per cent of all accidents are
caused by the people, not by defective machinery. Inform him that prolit
is not a dirty word, because he can only be a successful employee if the
company is a success. It is fine if you have a booklet. Many larger com-
panies either have an employee's manual, or what have you, that can be
given to the emplovee. But this should be given to him during his training
program. In the oirientation program the employee should learn from you
what the company expects from him. At the same time, he should be informed ;
of what to expect from the company. A well-planned orientation program can
direct an employee in the right direction. .

——

I would like to talk briefly about company house organs, those publi-
cations that appear about every two or three months, which have a nice
picture of the president with a letter from him that says, "Well, we have i
tc work harder." They contain a few pictures about the golf league or the :
bowling league, and pictues of those employees who have gone into the
service, and those who came home from the service, and pictures of the
new general superintendent or district sales manager. All of this is of
little interest to the worker on the line! I think once in a while they
ought to include a picture of the guy who has made master machinist after
twenty-five years. ost workers feel that the only time their picture
will be in the house organ is when they retire or die.




We do not brag enough about the product we produce. I like to think
that an employee is proud of the product that he helps to make. Why don't
we publicize our own product? The house organ is an excellent place to
illustrate our products. These are a few examples: If you make tires,
perhaps you could print a picture of a fire engine that has your tires on
it and the service this fire engine performs. If you make steel like the
Atlantic Steel Company, show them a bridge. If we can identify our products
in that bridge, then he can identify with it for he helped make the steel
that went into a bridge that spans a gorge in Africa. We shouldn't be
ashamed of what we make. The house organ not only keeps the workers in-
formed, but they are usually sent, or should be sent, to the employees'
homes in order that the workers' wives and children may be informed.
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Newsletters should be brief and to the point! Too many times, they
cover subjects that should not be in newsletters, but should be reserved for
‘ either the house organ or bulletin boards. Newsletters should be about
w . items that are of major importance. They should be of interest to all
| workers. Departmental bulletin boards should be rastricted to items of
| . interest within that department. What does John Jones working in one part
| of the plant care about a promotion to a general foreman in some other
1 part of the plant that he has never seen? Nothing! You should post on
departmental bulletin boards only items that relate to that department.

‘ There are several ways to increase productivity; and one of the fastest

‘ ways I know is to post production records as accurately as possible and to
identify those responsible for that production. This means that if "Shift
| A" produces three hundred tons in one eight hour shift and "Shift B"
| i produces two hundred tons, you can rest assured that "Shift B's" production
will be up tomorrow! Nobody likes to be on the bottom.

Then there is personal contact. Every day we deal with the people
with whom we work. Do we communicate or do we just direct them? Direction
is fine but effective communications is better.

The company's '"grapevine" can be a great tool to spread the message to
your employees. In almost any group, you have one or two individuals who
are leaders and if you can identify those individuals, you can get "the
message' to most of the workers without having to talk with each one indi-
vidually. Ask yourself if your internal communication system is effective
and determine how much of the important information is lost as messages
pass down the line. A leading national institute reports that in many
cases as high as 80 per cent of the information being transmitted between
the president and the workers is lost. The vice presidents only receive
66 percent. The foreman receives 30 percent. By the time it gets to the
workers, only 20 percent remains.

Management can offer leadership to employees by communicating with them,
but communications have to be meaningful. We have to be informative in terms
of employee self-interest. People listen to a message that affects them.
Don't wait until your plant is being organized to start communicating with
the workers! Don't wait until two months prior to the start of labor
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contract negotiations. It seems that everyone becomes aware of the impor-
tance of communicating with the workers just before an organizing campaign
or just before contract negotiations. It may be too late! Actually, the
toughest job you will have is selling top management on the idea of initi-
ating an employee information program. They like to see results and they
like to see them now: If you can show them a machine that produces twice
as much as the one they have now they will put it in! How fast can you get
it back is what they want to know. But, you cannot measure this kind of
program in dollars and cents. It may take years before you have any way of
measuring the impact of your employee information program.
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If your workers are well informed, they should know the following:
how to perform their jobs; their compensation and fringe benefits; whom
they work for; how well they are doing their job; what is expected of them -
as workers; how their job relates to others; what the organization produces;
what they personally contribute to the company's product cr service; and
what other departments do and how they contribute to overall product or
service. Where they are in the company; they should know the location and
relationships of their department to other departments; they want to know
about the company plans for the future; their promotional opportunities
and company goals and objectives. Information sharing with your employees
is a great thing. Just recently we had a bond d~ive at our plant. I
thought to myself how could we sell bonds with an interest of 4 1/2 or
4 3/4 percent when we have a credit union that gives 6 1/2 percent interest
and that fact convinced me that we, could not possibly have a successful
bond drive. We worked with the Govermment representative by showing movies,
passing out literature, and an intensive advertising campaign; and we in-
creased our participation from 181 people to 389 people. The result was a
100 percent increase in our sale of bonds. I believe good communications
are very important and I believe it can be achieved, at least it is worth !
striving towards.
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Profit Sharing and Supplementary Monetary Benefits
by
Ralph Crutchfield
Director of Personnel Policies and Employee Benefits, Southern Region
Sears, Roebuck & Company

It is certainly a pleasure for me to be here this morning and have a
small spot on your agenda to talk to you about profit sharing, a subject
that is very close to all of us at Sears. When Dr. Fulmer asked us to share
a few thoughts with you about the Sears' profit sharing plan, and some of
its benefits to our employees, we accepted with pleasure, because profit
sharing is something we like to talk about. Perhaps, as a previous speaker
said, maybe we like to brag about it a little. It is a highlight of our
employee benefit program. We are proud of it, and we like for others to
know how we feel about it. In fact, we think that it is one of the key in-
gredients to the success at our company, because we think profit sharing
plays a vital roll in what this conference is all about, maximizing pro-
ductivity improvement.

Before we get into the Sears' profit sharing plan and just how it op-
erates, let's talk for a minute or two about profit sharing in general. The
modern concept of profit sharing represents a major achievement in the Amer-
ican way of doing business. It is a means by which progressive management
recognizes the dignity and individuality of the workers and promotes a better
understanding between employers and employees. True profit sharing is a re-
ward for the employee's work effort. It gives him a responsible interest in
the company. In a deferred plan such as Sears it encourages them to save in
order to provide for financial security at retirement time. The idea of em-
ployees sharing in the profits of the business is by no means new. The first
American industrialist to install such a plan was Albert Gallatin, who was
the Secretary of the Treasury under Presidents Jefferson and Madison. Gallatin
introduced profit sharing into his Pennsylvania Glass Business in 1797, ex~
plaining that the democratic principles upon which our nation was founded
should be applied to industrial operations as well. Today, more than thirty
thousand companies in the United States have instituted profit sharing pro-
grams with participation of more than merely top management personnel. The
largest and most important of these are the 3,000 companies which share profits
with all their employees. In addition to Sears, Roebuck and Company, these
include such large firms as Proctor and Gamble, Eastman Kodak, The Bank of
America, and S. C. Johnson and Sons.

The trend toward establishing profit sharing programs has risen drama-
tically. Between 1931 and 1940 profit sharing rose at an average rate of
45 companies per year. From 1956 to 1959 it rose by 2,666 companies per year.
The rate by 1962 was more than 4,000 companies per year. Why this trend? A
1960 study of several corporations, conducted by the Profit Sharing Research
Foundation, indicated a compelling reason. Their findings were that profit
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sharing companies averaged significantly higher earnings performances than
industry as a whole. Many companies credit profit sharing with improving
employee morale as well as productivity,

I would like to give you a brief picture of the Sears' profit sharing
plan and just how it operates. To make the presentation a bit easier to
understand, I brought along what we like to call our family album, a slide
presentation, and I would like to show it to you at this time. Richard
Sears started the whole thing back in 1886, selling watches as a sideline
to his regular job as a railroad stations agent in North Redwood, Minnesota,
This is Alva Roebuck, the Indiana farm boy who taught himself to be a
watchmaker. Mr. Sears hired Mr. Roebuck to repair the mail order watches
that the customers returned. What those two started is today the world's
largest seller of consumer goods. But here is the picture that we espe-
cially want you to see. We call it our family portrait. When you get
around to wondering who owns Sears, Roebuck and Company, this picture will
give you the answer. These are the owners of the company: Over 200,000
Sears' employees who are members of the savings and profit sharing peusion
fund of Sears, Roebuck and Company employees. Now, they don't own all the
company, but they do own quite a bit of it, nearly 1/4 of all the shares
of Sears' stock. Profit sharing is a favorite subject with Sears' people,
because most of them realize that profit sharing builds for their present
and future financial security.

Let's take a look at how it started back in 1916 more than half a
century ago. Times were turbulent. President Wilson was trying to steer
clear the United States from that war over in Europe. Jobs just weren't
too plentiful. The average wage for a Sears' employee was $14 a week and
that was a little more than the national average. The Sears' Catalog
proudly proclaimed Sears as the cheapest supply house on earth. Sears
was strictly a mail order business in those days. There was no such thing
as scheduled retirement plans for workers anywhere, because companies had
no planned accumulation of funds which would support employees after they
left their jobs. 1In those days you didn't retire, you just got too old to
work, or you dropped dead on the job. This was 20 years before social
security began. But on July 1, 1916, Julius Rosenwald who was then president
of Sears introduced profit sharing to Sears' people. He felt strongly that
employees deserved a portion of the profits that they had helped to create
arnd he believed that profi: sharing was the best way of accumulating money
to provide some security when employees could work no more. Mr. Rosenwald
said this, "Profit sharing is good business.' So, what we do is mot
charity or benevolence but it is good business to treat our employees right.
The plan Mr. Rosenwald proposed had three objectives; profit sharing today
has the same objectives. The first objective then and the first objective
today is to permit members to share a portion of the profits of the company.
Sears contributes 11 percent of the company's net profit before taxes to
the profit sharing fund. 1In effect, our first goal is to achieve a partner-
ship. Each employee's work produces profit in whizh all other Sears' em-
ployees share. The second objective was to encourage the habit of thrift or
savings. This is why members deposit part of their pay to profit sharing.
They put in 5 percent of their earnings, but no more than $750 in a single
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year. So, profit sharing members save automatically. The third goal of
the fund is to provide for retirement so that an employee, after his
years of work,can take something with him, the means to provide an income
for his retirement years. Would you like to spend your retirement doing
things that you have always wanted to do? Wishing won't make it so, but
profit sharing can and has for thousands of Sears' retirees. If you were
a Sears' employee, you might ask: "Sounds good to me, how do I join?"
Here's the answer! After the first anniversary service date, that is,
after one year of regular full time employment, every Sears' emplovee re-
ceives a membership application and joins the plan simply by signing the
form. It is entirely voluntary, but 99.9 percent of all our eligible
employees participate.

Let's assume now that you are a Sears' employee joining our profit
sharing plan. Members are divided into four groups, based on service
with the company. The reason for this is so that longer service employees
who are more valuable to the company may share at a greater rate than
shorter service employees. To begin with, you would be placed in Group A.
This is all members who have from one to five years of service. Five per-
cent of your earnings is deducted from your pay. That is your member's
deposit and it cannot exceed $750 in a year. For every dollar you deposit
as a Group A member, one unit of company contribution is allocated to your
account. This unit of company contribution from profits, we call it the
base rate, is determined by how many divisions must be made of the company's
contribution. In other words, it's the employee's slice of the pie. Group
B members, that's members with five to ten years of service, also deposit
5 percent of their pay and every Group B member gets two units of company
contribution for every dollar he deposits. Group C consists of those
members with ten or more years service. They deposit 5 percent of their
pay, but they get 3 units of company contribution for every dollar they
deposit. Group D members have a minimum of 15 years of service and must
be 50 years of age. They get four units of company contribution for every
dollar they deposit.

From the very beginning it has been the aim of the profit sharing fund
to provide members with an opportunity to acquire a part of the ownership of
the company, so that they can share in an ever greater degree in the growth
of the company. Members' savings or deposits, when joined with the company's
contribution, plus other income to their account, form working capital that
will be invested in shares of Sears stock which are credited to the members '
accounts each year. In some years a portion of the funds is also put into
other investments, called General Investments. Sears stock produces
dividends. General Investments produce income. The dividends on Sears
stock and the income from General Investments in each member's account are
reinvested for him in more Sears stock and sometimes also in General In-
vestments, which in turn produce for him an increased earnings in dividends
and in interest. This is one of the real secrets why profit sharing has
been so profitable for so many members for so many years. If you were a
profit sharing member, you could also look at it this way. Your account
grows through four factors which are like four faucets being turned on to
add to your pool of working capital. First, deposits; second, the company's
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contribution; third, dividends on Sears stock and fourth, income on general
investments. The longer a member is in profit sharing, the wider these
faucets are opened, producing more and still more capital that is put to
work. Now, in addition to the income that goes into each account yearly,
each account can increase in worth also by the growth in value of the

Sears stock and general investments in the account. This is called appre-
ciation, and over the years, this has been a very rewarding factor to our
profit sharing members. A single share, and I'll bring this slide up-to-
date for you, a single share of Sears stock purchased in 1916 for around

$220 a share, by the middle of 1971 and had grown to over 193 shares, with more
than $17,000 by appreciation alone. To keep every member up-to-date on how
his account is doing, he gets a statement every Spring, giving him the whole
story. Each statement will show exactly what the credits were to the account
during the past year and how they were invested. This statement not only
shows how many shares of Sears stock were bought for each member, but how
much, if any, went into general investments and the cumulative totals as to
how many shares of Sears stock are in the account and the total of general
investments after the year's appreciation has been added, or depreciation
subtracted in a year of stock market decline. If a member leaves before five
years of service with the company, he gets back his own deposits plus interest.
Any credits over that in the account are distributed among the remaining fund
members. In case of disability or death, the entire account is distributed
to the member or his beneficiary. When a member reachec his fifth anniversary
service date, he becomes vested. This means that he is entitled to all the
credits in his account should he leave at any time for any reason after tnat.
S0, this is profit sharing at Sears. It ic a billion dollar club of good
Sears' employees whom we believe do a little bit better because of it.

I think it is always interesting in a presentation such as this one to
give you a few figures so that you can better understand what profit sharing
can mean to Sears' employees. Results defined in terms of benefits to re-
tiring members are excellent. From 1916 to 1969, retiring and other members
withdrawing from the fund took out Sears stock in cash valued at more than
$2.2 billion dollars. 1In 1969 alone, there were 2.9 million shares of Sears
stock withdrawn from the fund ancd more than 183 thousand shares were converted
to cash at current market value by withdrawing members. The market value of
these shares plus the general investments and other cash withdrawn during
1969 amounted to more than 247 million dollars. A real test, of course, is
what individual fund members take home when they retire from Sears. A study
of employees who retired during 1968 tells this story. Those who retired with
ten to fourteen years of service had deposited an average of $2,726 in their
accounts. The average value of their accounts was $11,125 when they retired.
Those with 15 to 19 years of service deposited an average of $3,694, and the
value of their accounts at retirement averaged $23,977. Employees with 20 to
24 years of service put in an average of $5,151, and an average of $54,774.
Finally, employees with 25 to 29 years service put in an average of $6,066
and withdrew an average of $97,502. Many long service employees retired with
accounits substantially larger than the average retiree at Sears. And, I might
say that we have never had a millionaire to retire from Sears through profit
sharing, though we've come pretty close.
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Through profit sharing, Sears' emplcyees cet to spend their retirement
years in economic security.

I have been asked to comment on one other subject and I would like to
make a few brief statements about supplemental mcnetary benefits for hourly
workers. These kinds of benefits can, of course, take many forms -- prizes,
incentive payments, bonuses, premium payments, to mention only a few. At
Sears we have experimented with several of these types of supplemental
monetary benefits, and speaking strictly from my company's viewpoint, in
almost every case we have had to question the significance of the effective
ness of chis type of incentive. We have not bheen able to point to signifi-
cant production improvement which we, of course, measure in sales per hour
in a single case. Conversely, our studies have shown there is no positive
relationship between supplemental monetary benefitc and increased sales
productivity. In many instances based on these studies, we have eliminated
this type of supplemental benefit. An example is the removal several years
ago of the supplementary commission on sales made by part-time employees.
As a result, sales productivity has not declined for this group, but, in
fact, has steadily increased. Our full commission sales people in the home
appliance and home improvement category are often given premium payments
on certain items of high gross profit merchandise. These pavments are
normally for a definite period of time, usually during 2 sale or special
promotion event. While premium payments tend to stimulate the sale of
certain items of merchandise for a temporary period of time, they have aot

proved to be a long-lasting motivating factor to increasing overall sales
for this group.

Now, maybe you represent companies in other than the retail field. 1In
tact, T think most all of you do. The same principles may not hold true in
all of your iudua.’*ies. But in our business, other motivating forces seem
to mean more to our employecs than supplementary monetary benefits. In an
effort to offer some explanation for ihis, I will comment on a recent attitude
survey conducted among all Sears' employees with reference to their needs
and wants and the order of importance of each of these needs Lo them. You
may want to make a note of these. The first need on the list was consisteut
leadership; second, recognition as individuals; third, to be informed about
what's going on -- to know what's happening in their company; fourth, job
security; fifth, financial rewards; sixth, growth and advancement; seventh,
working conditions; and eighth, to be able to make a contribution or to be
able to do something worthwhile. So from this survey, vou can readily see
that our employees have told us there are several things more important to
them than monetary rewards in being happy in their work and in doing a
good job. This may explain why we have had some difficulty in relating
supplementary monetary benefits with increased productivity. The survey
also suggests to us that there are several factors more important to the
worker in his outlook toward his job and thereforc in his productivity than
financial reward. It's something to think about and possiblv you might
want to study the same thing in your own company.

MODERATOR: I would like to take this opportunity to introduce a young
lady who is here as an official representative of the U.S. Department of
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Labor. If any of you would like to talk to her about anything, I'll ask
Miss Louise Harned to stand up so you can see just who she is and she'll
be very happy to answer your questions.

We've just heard a very interesting talk on profit sharing with Sears,
Roebuck and an indication they found no direct relationship between supple-
mentary rewards, one kind or another, and productivity. This substantiates
irformation which has been found ihrough research, that there is very little
direct relationship between productivity and an indirect reward system.

I'd like to point out, however, that there are some trends for some of our
fringe benefit programs as other studies have shown very significant
correlation between fringe benefit programs and turnover, for example, in
companies and this does contribute to the profit position of the organization,
even though it may not directly affect the unit productivity of the company.
I'd like to point out that in the 3,000 companies which our speaker mentioned
that have profit sharing plans that if one would make an analysis of the em-
ployee turnover in the companies they would find that the companies which
have profit sharing plans have substantially less turnover than those not
having profit sharing. If I'm not mistaken, the ten companies having the
lowest turnover of all the companies in the United States also all have
profit sharing plans. And, I doubt that this could be purely accidental.
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Worker Motivation Techniques
by
L. D. Roberts
Supervisor, Education and Training
GM Assembly Plant-Doraville

There was a time, not too many years ago, when it was not uncommon to
hear of some enterprising individual who had made a million dollars. Un-
fortunately, such occurrences are somewhat a rarity today but not an impossi-
bility. In fact, I will be glad to tell you how you can achieve this finan-
cial status. Simply come up with a clear-cut formula for motivating em-
ployees, get it copyrighted, and then market it.

Let me assure you that I'm not trying to be facetious. Every one of us
in this room recognizes that employee motivation is an area that poses a
tremendous challenge to business and industry today. Why? Because employees
expect more from their jobs than good pay and good benefit programs. They
want to be more than names and numbers on time-cards. They want to be in-
volved and they want to be made to feel important.

At GM's Doraville Assembly Plant, our approach to meeting and satisfying
these employee needs involves activities, programs and procedures in a
number of different areas. In the next few minutes, I shall attempt to
describe each of them very briefly.

First, there is the psychological aspect. We recognize that people
are all different; consequently, what motivates one will not necessarily
motivate another. Therefore, we stress with our supervisors the fact that
they must spend sufficient time with each of their employees to get to
know them. Through informal conversations and daily contacts, the super-
visor learns-- to a certain degree-- what makes each employee "tick." For
example, some employees are motivated through a drive for recognition.

An observant supervisor can detect this because such an individual likes to
be praised, brags about his accomplishments, likes to be asked for his
opinion, works better when given credit, likes to be singled out, etc.
Another individual might be motivated by a drive for position. He can be
identified because he also possesses certain traits. He is a '"name-dropper,"
likes titles, wants to be regarded as a key man, has a lot of pride and has
a tendency to try and "keep up with the Jones'." Still another individual
might be motivated by a drive for security. He is the person who is always
on time for work, never takes chances, has a lot of insurance, saves his
money, plans for the future and seldom resists doing what he is told to do.

I have cited only three of these motivating drives. There are numerous
others, however, and each has certain tip-offs that help the supervisor
classify his employees according to the things that produce the greatest
motivation. Among these other motivating forces are companionship,




accomplishment, possession, understanding, close friendship, responsibility
and clear conscience to mention only a few.

Second, there is the recreational aspect. As the old saying goes,
"All work and no play makes Jack a dull boy'-- a trite statement perhaps,
but true nonetheless. Consequently, the Doraville plant sponsors and urges
participation in a variety of recreational activities. Among these are
bowling leagues, basketball leagues, softball leagues and golf tournaments.
The plant provides trophies for the winners in these various activities
and, in addition, supplies wmiforms for the bowling, basketball and soft-
ball teams. Equipment for the latter two is also furnished by the plant.
I might add that participation is not limited to just the workers, but in-
cludes members of supervision as well. Naturally, team effort is essential
in such activities. It is gratifying to see this same type of teamwork
carry over into the work environment.

Third, we come to what I will refer to as the participative benefit
aspect. This includes such things as the twice-yearly visit of the Red
Cross Bloodmobile, our tours of United Appeal Agencies prior to the cam-
paign, and supplemental income from awards earned through the General Motors
suggestion plan.

The Red Cross Bloodmobile comes to our plant twice each year to accept
blood donations. Arrangements are made for employees to be excused from
their jobs long enough to make their donations during working hours and
without loss of pay. Because participation is so good, our plant is able
to operate its own blood bank whereby all of our employees and their
eligible dependents can obtain blood from the Red Cross in unlimited quan-
tities and without charge.

Each year, prior to the plant's United Appeal campaign, employees are
selected from the various departments throughout the plant and escorted on
a tour of several agencies that depend on United Appeal funds to operate.
Staff members and superintendents serve as escorts and host the group for
lunch between the morning and afternoon agency visits. In this way, a
segment of our work force, each year, has an opportunity to see how money
contributed to United Appeal is used to help people. These employees, in
turn serve as campaign ambassadors among their fellow workers to solicit
contributions and convey the United Appeal story. These participants
visit the agencies during working hours and are paid just as if they were
on the job. Not only do our employees appreciate the opportunity to visit
these agencies, but they have done an outstanding job of helping to make
our United Appeal campaigns extremely successful. Hopefully, we will
eventually be able to take most of our employees on one of these tours.

Of course, it will require several years to accomplish this.

The GM suggestion plan affords employees an opportunity to supplement
their income through awards paid for the adoption of their constructive
ideas. Awards range from a minimum of $15 to a maximum of $10,000. At the
Doraville plant during the year 1970, employees received $28,683.87 for
592 adopted suggestions. Corporation-wide during the same period of time,
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205,077 employees shared $13.3 million in suggestion awards. As important
as the monetary rewards may appear, they are not nearly as significant as
the reward and personal pride experienced by the employee who sees his
ingenuity and idea transformed into practical use.

The fourth aspect of employee motivation I would like to discuss is
the social aspect. Each year, right after model change and just prior to
GM's new cars being unveiled in dealer showrooms across the country, the
Doraville plant hosts a "Family Day." The back-yard of the plant takes on
the appearance of a picnic ground, complete with hot dog stands, coke bars
and a dixieland band. There are even suckers and balloons for the youngsters.
On display throughout the year are various models of GM's new car line-up
for the coming model year. And, especially for the ladies, GM's Frigidaire
division sets up display of the lactest innovations in home appliances.
"Family Day" allows our employees to provide their families with a sneak
preview of the new cars and appliances before the general public has a
chance to see them. It also makes for an afternoon of fun and fellowship.

Periodically, the plant holds an open house for its employees, their
families and friends. These events are also quite popular and result in
improved relationships between the plant and its emplovees.

From time to time, special new car sales are held on the premises just
for employees and members of their families. Dealers from throughout the
metro area set up tents, display a representative selection of cars, offer
discount prices, hold drawings for door prizes, provide refreshmentc, and
wheel and deal to sell their cars. Needless to say, these new car plant
sales are well-attended. Of course, regularly scheduled tours of tihe plant
are conducted three times a day and employees are encouraged to invite
their families and friends to the plant for a guided tour.

Our plant also sponsors a special interest explorer scout post. The
post advisor is an hourly-rated employee who is assisted by both supervisors
and other hourly-rated employees. A number of the post members are sons of
employees and, as might be expected, the post activities are centered
around automobiles. It meets once a week at the plant, and the fellows
learn about such things as engines, transmissions, front end assembly, etc.
From time to time, field trips are planned that include visits to other
businesses and industries.

Many Doraville plant employees give their time and talent unselfishly
to a wide variety of civic and community activities. They deserve recog-
nition. Through participatich in General Motors' "Award for Excellence'
program, the plant is able to give suitable recognition to these employees
publicly at an awards luncheon when gold, silver and bronze medals and
plaques are presented. In addition, the gold medal winner is flown to
Detroit to attend a special recognition luncheon with GM's Beard chairman
and other corporation executives. The fifth aspect is concerned with
employees' self-improvement. This involves programs sponsored by or made
available by the plant to all employees interested in participating. One
such program is GM's tuition refund program, whereby employees may further
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their education and receive up to $500 per year refund in tuition costs.
Except in instances where an employee is attending college and pursuing a
degree, individual courses taken must be job-related. Quite a few of our
employees have completed college under the program and we have been able

to promote and place them in management positions. As a matter of fact, we
recently transferred a young man from the assembly line to our Work Standards
Department following his graduation from Georgia Tech. Besides Georgia

Tech, our employees attend Georgia State, Morehouse, Oglethorpe, Emory and
many other institutions of higher learning in this area.

Periodically, the plant sponsors courses for employees to prepare for
the general educational development high school equivalency examination.
Classes are held at the plant and the only cost to employees is the price of
a textbook. So far, 155 employees, comprising 12 classes, have completed
the program and only two failed to pass the examination. The final exam-
ination fee is also reimbursible through the tuition refund program, provided
the employee successfully passes it. Response to this course has been
gratifying and comments from participants as well as non-participants indi-
cate that employees are appreciative of the company's desire to help its
emplovees attain the equivalent of a high school education. We are currently
in the process nf enrolling participants for another series of classes.

In the Fall of each year, the Doraville plant sponsors several students
at General Motors Institute. GMI is the only degree-granting college owned
and operated by a major corporation. The institute operates on the co-
operative plan with alternate six-week periods at the sponsoring unit and
classroom study at the school. Whenever possible, we attempt to sponsor
daughters or sons of our employees for these educations that are conser-
vatively valued at $25,000 each. Upon graduation with a degree in mechanical,
industrial, or electrical engineering-- or industrial administration --the
student has an opportunity to pursue a career with General Motors if he or
she so desires. There are, however, no strings attached. The graduate
who doesn't work for GM is the exception ratter than the rule, however.

In order to keep skilled trades employees abreast of technologi-:al
changes and the incorporation of more sophisticated equipment into our
assembly processes, these employees a :end specially scheduled training
sessions at company expense and on company time.

Last, we come to the sixth and final aspect which is concerned with
employee development. This is a never ending aspect. It begins the minute
the employee reports to work cn his first day at the plant and continues
throughout his tenure of employment. On that first day, the new employee
spends his first hour in the conference room reviewing a slide presentation
designed to acquaint him with the plant layout and familiarize him with
GM's policies and procedures. Also included in the program is information
regarding the plant safety program, the GM suggestion plan, medical facil-
ities and shop rules. Several weeks later, after the employee has had time
to learn his job and make friends with his co-workers, he is brought back
to the conference room for phase two of our induction program. The atmosphere
is much more relaxed and the program is less formal. Light refreshments are

42

v g eeswy eSmm SRR @ WES IR W

oy R WGBS $ SENE VR 2w ey

e




'
|
|
f

Qo
Rl

= |m-‘ Provided by ERIC

— o

|
l
l
i
|
1

tcerved, a slide presentation covering benefit plans, functions of various
d~partments, policies concerning vacation and holidays as well as other
pertinen®. information not explained in the first slide presentation is
reviewed. In essence, the first presentation tells the new employee what
GM expects from him; the second presentation tells the new employee what

he can expect from GM. Sufficient time is allowed after the second pre-
sentation for a question and answer period. At the same time, the new
employee is urged to offer any suggestions he might have relative to making
our plant a better place in which to work. This follow-up induction program
has resulted in improved attitudes and a better understanding of the
pro>lems shared by employees and management.

Since General Motors adheres to a policy of promotion from within, it
is necessary that a reservoir of trained personnel be ready to move into
supervisory positions when vacancies occur. Consequently, a